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INTRODUCTION 



The basic purpose of this pnper is the exs^inntion of the 
developenient of ray concent of the functions of eontrollersbip. 

In order that such developeraent may be estimated, it is necessary 
to establish a plstfom upon which such raeasurement mii-’ht be 
evaluated. To create such a platform, an sstimats of precon- 
ceived ideas will be set forth. 

Prior to Nov<=»raber 1, 19|?1, the U. t. Naval Amphibious base 
at Little Greet, Vs., wag very noorly organized for the purposes 
of administration, in order to overcome the handicap of having 
thirteen department heads and eleven independent heads of activi- 
ties reporting directly to me, I decided that an extensive re- 
organization of the adrsinistrstive structure should be undertaken. 

As a result of much sti:dy and examnation, sn organization evolved 
which simplified the problem outlined shove, end functionalized 
the grouping of the activities into eleven departments. 

An exaiainstion of the itsnsgement review and Hanning depart- 
ment which was created by the reorganisation, will serve to estab- 
lish the necessary olatfonii, and further serve as a yardstick for 
the measurement of dcf'ree of diversion of thought which has developed 
since ray detachraent frof; d\ity at the U. b. Naval Amphibious Base, 
Little Creek, ea a result of my study of the problem et Georfre 
ftashin'Hon University. 






i 

'••'A <ni>»v« -‘f^ ¥i iVr'irt viAt ‘iij ♦■'^■--t.fit •i^w’ 'KT 

.tf^JksrinXlt. -liSuO vO *.u ;-*^*^* ••■ >t r» Vn 

< <1 St tff* lt»* * * ;< ««*!^ J A* W 

•c l4V< 4c *^w: A 

-jj B gy n 1' '■>• i#n0i^f5o a -i#T ,h»t'<tfewn 

5-5 fe’ ^rt# ’»»>'•* 

4- »■ f»4«i* •!> »• *5l 1 4 ■!' ••■i^ 

(,\| *4^1 r^** f.4»T , iJ 

ktiiW U“ ff— Kuw I *#* i wi ^ *<4 •-’.ti; *l . *• i*/-'*x<D« "t« 
• ••l/cf ♦fT ♦»*»C4 — ..»1 in'* W»»rt 

ll Ma* fcMJ4s:C'i 1 Mo(tr'J 4l«l4 

bcvXcvc ill! ^1 : •' cin~ fioAcw * b“’ iluJf* 5Am 5 94 

I *^tc (Cw-dc t»cfvir'*" ,e*C 5T9 **4 

..»*(•».;,• ><j R^rwl* uJei r<* '^'**. •fi'* 

4* { ftl*' TCijlXit •)<i id <^*ajC4 ••l&Ml^ 

4 C» 9 '^y I'cc RcJ iCll**^«k^A «> / ^ 4i» iC'ff*'* 

T*i» «t*nn^l * *■ »T»*ci«^ .rj* |»|^J 

- <.'rv« *»t* 4m fife# *r >4> CWttiA tl «dJ 

,.1^ •'> *• 9 ~ *•» ^*** *w«4.— ^ *ti>ni* 

, ^ J4 *HJ 40 '•u 4 ♦ •» "f » • •• '^I - ! 

• 9-ci .. 






I. THE MANAGEMENT liEVIM AN C. PLANNING DEPARTMENT 



The Management RevieiR' and Planning Department was created 
as a staff department to assist the Commanding Officer in the 
establishment and maintainance of an efficient management of 
the affairs of the Base. 

The Department charter stinulated that the Department would: 

1) Conduct studies and prepare reports for the Commanding 
Officer and for each departnent toward the improvement 
and simplification of organ;^zation, administration, pro- 
cedures, and utilisation of manpower and facilities 
throughout the Base. 

2) Collect and correlate statistical data relating to the 
performance of the Base as a v/hole, and its component 
parts, and keep the Commanding Officer and heads of 
departments informed as to t5.e resultant analyses. 

3) Advise the Commanding Office:! and deparment heads on 
matters affecting the bnse budsret thereby insuring that 
theBase operations be alw-’ys !»aintained in conformity with 
the directives of the Navy Department concerning appropri- 
ations, allotments, and oro,ject orders. 

li) Establish procedures so that nil departments could main- 

tain adequate financial controls. 

5) Review budget estimates tc> injure a balanced Base budget. 

In order to accomplish the raissilonf assigned to it, the Manage- 
ment Reviev? and Planning Department wat: organir.ed into three divisions 
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(a) .l*an3gement Revieifv Division 

(b) Planning Division 

(c) Budget Control Division 

each independant of the othei', but reporting to a conmioD depart- 
ment head. 

The Management Reviev' Division Is charged in the charter Kith 
conducting surveys of organizational units to deteiraine whether 
facilities, procedures, and personnel v.ere being best utilized 
in the perforgiance of the assigned functions. It recommends changes 
in organization, methods, and facilities where appropriate, to 
effect improved o .erations or better utilization of personnel and 
facilitiesj and assists in the application of reconmendations as 
approved by the Comniending Officer. llie Division studies prospective 
operations plans to detect increased or lessened requirements 
and recommends changes in organization, methods and facilities to 
perform the functions through more economic utilization of personnel, 
facilities, and materials. It coordinates, advises on, and recommends 
distribution of personnel within ceilings and allow'ances. 

The duties of the Budget Control Division are to administer 
allotments granted the Base, apporti ming funds between departments 
as considered appropriate. It originates for the Commanding Officer 
requests for funds from the Management Bureau, or granting conunand, 
for planned operations. It maintains records to reflect current 
status of each allotment; particularity with respect to outstand- 
ing obligations, reservations, and unobligated balances, in addition 
to keeping the Commanding Officer and. Heads of ijepartments advised 
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the di\dsion recoamends action 



es to the status of allotnients, 
to be taken in the utilisation of funds. It assembles cost data 
?nd statisilcs necesantn^ to support ’tradf^et estioiates cnr3 to nerait 
Dro»rc?:i performance analysis. 

The Plannluff Division coordinates the nuuntsinanco of Base 
develooement olans roflsvcting the current status ns ’acII as pro- 
S'lective developraont . It ssserahleo data and recorsmendations for 
revisTi* and decision by the planning board or technical r’^viev^. 

It prepares for submission to the Management &rreau, vith i-ecoauncnd- 
ed priorities and revisions, such elans as determined by the 
olsnning board. 

The germination of the controllershlp functions can be readily 
detected in this department, and it vss in fact a Contro3.1firs 
Department in all aspects except name. This department ‘was con- 
ceived of necessi ty and ithout the benefit of knov<ledge or study 
of the functions of the Controllers Depsrtisent as advocated by the 
Ccntrollers Institute of iV.icrica or other authoritative source. 

It iv*" to be noted that there arc included vdthin the frame- 
i.'.oi‘k of tiic Department, many firnctlons not ordinaril;- rrcognif.ed 
to be the responsibility of the Controller. Hov.ever, the euccges 
X'jhich r.as achieved in the enmbinatien of the functions has been 
si.fnificant and isculd gpoear, therefore, th'd, or e::r,ri nation of 
the differences in thought is warranted in order to deternine 
whether the concept thus far presented is valid and merits con- 
tinuation in its present form or possible expansion in scope. 
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IT. CONTROLLKHS INSTITUTE' CONC'-PT 0“ C0?4THCU‘'SSHIP 



The cor.np-^t, of the Aanctlon of contro’' '' ershtp, as developed 
by 3ontro11«rs Tnstitete's Gocimi.ttee on Fthica and Eligibility 
Standards, and snnroved by the K’stional Board of Birectors on 
25 Septerber Idltb is: 

1. To establish, coordinate and maintain, through author- 
ised nansgcment, sn integrate'^ pl^n for the control of oosra- 
tions. Such s plan ^'•ould nrovide, to the extent required in 
the business, cost standards, ex^'ense budgets, sales fore- 
casts, orofit planning, and nropram.s for capital investment 
anc3 financing, together vith the necessR'^y procedures to 
effectuate the clan. 

2. To neasur^ o'^rfon?'.?rce against approved onorsting 
plans snd st?;nda-ds, and to report and int»ror»t the results 
of onere+ione to all levels of mansvenont. Ihis function In- 
cludes the design, installation and nialr.tsinance of account- 
ing and cost systems and records, the determination of account- 
ing policy and the compilation of statistical records as 
required. 

3 . To measure and report on the validity of the objectives 
of the business and on tne effectiveness of its policies, 
organizational structure and procectirsE in ettainin;' those 
objectives. Ibis includes consulting t'vith all segments of 
msnsgement responsible for policy or action conce'rninr any 
phase of the operation of the biisincss as it reletef.i to '*he 
performance of this function. 

I'. To report to government sgencicn, as req‘5ir'’d, and to 
supervise all cattnrs relating to taxes. 

5 . To Inter-nret and ^noort on the p^f::ct of extern?.' 
influences on the attainment of the obj.cct.ivos of the busir\ess. 
This function includea t''p<» continuoiio appraln'-l of economic 
and social forces and of governmental influences as they 
affect the onerstions of the :i.isine«r>. 

6. To provide protection for the assets of the business. 

This function 'nclules estsblishinv and naint.ainlr'n Adequ'fo 
internal control r~.nd auditing, and assuring proper insurance 

’ coverage.- 

An examination the forapoin," concept leids one to the con- 
clusion that the finctionc of controllorr. 1'^ •^ro '’.imitod to fin'.ncial 



^ The Co.ntroller , 3eot. 1952, p h20 
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aspects of a business in :.ne fc-ra or another. If this conclusion 
is corj8ct, this ccncsot anocrrs +-o bo un'+uly rrr'W in iis .scope. 
h thou,;:«t in thin resp • ot 'nss prccr-ntec by t. . L. Picrcei 

Vhone/f-c the. .oubjeut of tho c0Ptrpllcr.':i''.i o fpnctjfm is 
discussed, I &m beset v^ith the th.ouf ht that, prc'perly speak- 
inp'j o.'int.'olia p^lp j,s not a function at all. it is r-otU'-u' 
an attitude of Blind. It is a presence, if you •wil', vrbich 
snrlc.nss and viPi.iinos th.v? Emotivities of any oorr.arr/ in '»'iich 
It is found. A mere tiet of functions be r<ssi§[ned to any 
quEillfiea person, Oat coaf.r.'.'ll-jrs ■; > ' oo.-;a Tar rt api'r. It is 
a trained vter.point utr‘ ch, B;hen properly exercised, bri nps 
balance to ii.jnaFOPciit th'nkin'», escorting it thronrh nou ,d 
channels of ’-'.usiresj? Jud'fenont and ueherlnq it Into the realm 
of pi\>f:ltable operf.ilon. 

(...) have been .accu stoned for" a lonu' tine to think of 
tfie mrv*- roller as tnat executive i?iho .jo'scorms h'.risoir vd t 
his company's account' n , cost, audltinp, t. 2 x«s, ■cud^’ets, 
fln.'inoial fortc.«.ats, insiirrineo, statistics, and so on. Little 
by little, this vie^ has s.hiftod to hi. her altitudes, imtli 
tha activities of ths control.ler h-v. 'o^coiic a i-eco^nlx'^d 
sei^nent of Rana.ierlal t^oviKht, entering into every si^ini.fi- 
caot move a.r:' joc' on. ' 

An cpproaoh to rJcl'icit- no the ntrinrent finari'Cial vioBveoint 
presented in fhe Conprollerc Institute concent mi'mt p- found in 
the consideration of advanta'&s to be Fsined vlth too inclusion 
of a continuous arialysis m,..! cc.r.joarl3 n ot .'.ctucl p =iiormE.noe.« 

•B-dth suthor'Lzed uiopirao:, and .'bjectives. Caists In . .cert?/, bio.''', 
. 2 nd matoilal, ss v.ell as i;;o.ney should Pc coordinated in .4:!ilysi.s 
and ev,cluation in order tc seive as a U si.5 for decisions by the 
VEiricu.s mansKeaii-'iit Ir-.vels in ord.-i to as.su.'e an .adequ.ate balance 
between the availability of, and use of, resources. r.fr'Lc‘i.'.nl 
usap:e of isatorial.a, facilities, equipment, manpower, and tiicney 
ia dependant upon ccntinuou,s analysis of performance deta on 
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each eleinent je'l.’oeo to ocio aciol'osj-. Uvc Controlleis liistxtu te 
conoept Get'S iict pro;iJ.e inis frstvlov ar.d acooc ot‘ <?.nnl,vtlo3.i 
'•.ot ivltj to oo..':iOlior . 

i‘i i-i int'iro^'t t; that -si'h;:i tho ool;ltof the 

ContrclLsrs l.ii-titat'j Ooncept of don'croiierj-hip is a provision for 
the est ihlw.lshrncut , coori'. isti oa c’:: j .sair.t uinano.i of an i-ntsiratad 
,,lan ■’or tie ;oolr,l o ’ ov- This appears to oa at variance 

«ith i.h/ thl of .ir.iy aut’rr.riti os wno, in ths , ds not 

.favor the fiictija of ,l.s; 2 s pra.^aration e~ a Controller’s rsspon- 
slhi'l’tty. totaor, t :ay fovor ?1 ns pn.' lysis, revLo.-.', and coordin- 
etlon ro t.h* C ontro^ll r ro dvfio'3. This vieo”. is a further 

reflection hy Pioras: 

TiC oporslln.’ ol.'n cannot be the control 1 -=t’ ' s clan, or 
at least it TTU.at not be thought of in tha£ light, '..a) i^any 
a c'>nt~o')loir h.ns ctu.oblo.i on this cardinal princiole. 

i.?r. John van iolt is even strongei' iii his presentatio.o of the 
va.'T.o noint: 



. t t..is ijuiut a \'f.rd of earning ahoula be inject, cd.. The 
Coordinator (controller)- is not a lorjiiulstor of plans. ^ 

On tlie othei- hand, the budget nas ::een rctner universally 
described as an operating plan expressed in financial terms, and 
all authorities agree bnat the coutrollex’ must, ne assigned t'ne 
function of coordinating the budget in its forcjulation stage. It 



is axiomatic, apparencly, tnat otie of the primary duties os' the 



rtn77"n'i.?i 

van i clt 3 rd, John, 'The Place of tne Conti’oller in i'anagoment 
Planning and Control'', The Controller, October ld' 5 ? 
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controller is the establishment of p. bur'get, snd the coordination 
and mai ntainance of it. The tiaintsinance of the budget involves 
the principle of analj/sis, which will be discussed in a following 
area of this paper. 

A budget should not be considered as an estimate of the re- 
sults to be exoected of the activities of an orpani'/ation over the 
fisc!"l oeriod. Rather it should be considered as an inteareted 
operating plan as indicated above, exoressed in financial terms. 

A budget provides a basis for the control of ooerations in the 
establishment of a definite standard of pertormanco in every area 
of the organisation. Variations between actual results and the 
established standards may or nay not be indicative of inefficient 
performance. Vany factors must be considered, and the areas where- 
inthe budget does not measure up to oerfomance are the Mrincioal 
areas in which the controller finds interest. Imtcediate presenta- 
tion of factors involved enables the various levels of management 
to instituU- the necessary action to overco/ne non-standard perfor- 
mance, or tne controller to institute changes in uis budgeted 
standards, and management to caoitalize uoon the better- than- standard 
performances revealed. 

Tn the supervision of the budget, then, the controller's 
principal function with relation to th® budget is the c ntinuous 
comparison, analysis -nd presentation of actual performiance or 
perforaance variance, with the planned objectives. As a result of 
the presentation, any new action T.hich might be indicated is deter- 
mined and all operating activities rebaJcnced toward the attainment 
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of the adjusted objective. 

The raaintai nance of balance between activities is necessary 
to the successful conclusion of any coordinated effort. To this 
end, the responsibilities of the controller for the functions of 
analysis and reoortinp of budgeted variances can not be confined 
to fiscal service alone. Budget suporvision raust relate manoower, 
material resources and consumption, and tine, as well as financial 
resources. Correlation of these factors will present an integrated 
picture for the rebalancing of the organizations efforts. 

In order to achieve efficient correlation, the controller 
must establish a system of cost, oropress, and objective analysis 
as well as budget analysis, within the confines of his organization. 
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ITI. P"RFOR¥A>'’'”^ -^y 'T>|.p C'''^Tr.r'LI ’^R 

referring sgain to the Controllers Institute concept of the 
function of control lership, it woulcJ nppeer thot the second para- 
graph would provide the necessary freedom to the controller which 
he might feel to be a necessary prelude to his excursion into the 
field of performance measurement. 

2. To measure performance against aporoved o^'erating 
plans and standards, and to report and interpret the results 
of operr.tions to all levels of .mansgonipnt. This function 
includes ^ the design, installation and maintainance of accounting 
and cost systems and lecords, the determination of accounting 
policy and the coEipilation of statistical records as required.^ 

The presence of the '•ord ’includes' seems not to be recog- 
ni 7 cd by the controllers in industry. Rather, the latter portion 
of the principle seems to consurarte the internretation of the 
entire statement. This thouf'ht approaches the rigid requirements 
of being factual as more and more controllers are inter-vl^-wed and 
asked for their thoughts on the problem of perform- nee measure- 
ment. Exceptionally few have recoFnized the interpretation that 
performance measurement might extend bevond the fields of account- 
ancy and statistical records. 

The Department of the Army is one suen organization^^^ ^that 
extends performance measurement to embrace its full potential. 

The CoEiDtroller of the Array has divided his ofi'ice into ^\idget, 
Statistical, and Management Divisions. Based upon the principle 

* lihderscoting provided 
1 ibid 

(h) Other organizations include U.S. Steel Corp. and Beneral Electric 
Corn. 
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thst the zosl of Mannpenent is the effective direction and suoer- 
vision of the Tiorkload under well defined policies throut^h simple 
procedures whicn Insure necessary sccoraolishncnts in the most 
effective possible manner, the respon‘'ibilit5 for manoower control 
has been nleced i.n the ?'snnowor Branch of the Budget Division. 

The work of the Manpower Branch compleraents that of the Estimates 
and Budgetary Control Branches of the budget Division in so frr 
as analysis and determination of military and civilian personnel 
requiraraents are concerned for all Department of the Army non- 
tacticcl operations. 

However, the real heart of Performance reasureraent outside 

of the field of budgetary or fin nci-1 evaluatior is in the ionage- 

nent Division of the Comptroller's Office. V.hereas this division 

does not attempt to control or manar^e the operations of the Army, 

it does serve the Arn’i' in much tue same manner a- a management 

enginserlnr fim by assuring the prompt and niaximum anplication 

of modern management principles and techniques to Amy activities. 

Among, the programs v;hich are active within this Division are; 

Wanagement assist nee 

Managements surveys 

Methods and procedures surve.ys 

Personnel requirements surveys 

Performance standards and staffing criteria 

Codification of Armj laT.s 

Department of the Ar-my organization improvement 
Ferformanance evaluation 

The Manarem-nt Survey program involves the making of comore- 
honsive management studies of organization, methods, orocedures, 
records, and personnel utilization and assignment, of the various 
agencies of the Army. The i-'ersonnel Requirements Survey program 
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is restricted to the deterniinstion by ’^yardsticks” or other criteria 
the r.ersonnel requirements of niilitaiy installations and iJead- 
quarters agencies, and mr.lrinr r' commendations as to tneir needs# 

Thus ifce see hol^' the function of nonpov>er utilisation is tied 
into the Comptroller’s office in the Department of the Army* Here- 
in lies an example of the broadest interpretation of the second 
princip]e of the Controllers Institute concept: 



To measure pr rfomancp against anp roved operating plans 
and standards, and to report and iriterpret the results of 
operations to all levels of management*^ 

There has been no limitation nl^ced upon this principle to create 
mental indigestion in the Amy’s interpretation other than recog- 
nition that the exercise of this principle rmj.st remain vithin 
t^e strict confines of a service function, and not d^^gonerrte into 
an operating or command type function. 

In the Army, the Comptroller is c'n.csrned v^ith the inte'^ra- 
tion and coordination of the prorr''rn review and analysis function 
of the various staff agencies of the Arry. There is no statutory 
requirement that the Comptroller perform these services, or per- 
form the sernrice of inspecting raanpov^er utilization. The Army 
concept of cent roll ersnip simply includes tnese furxti ns into its 



pattern* 

On the other han*^, the charter of th^ Comptroller of the 
N'^vy orecludes his wor^^ in these fields, "nd reserves the functions 
of ouantitativc and rnalitative analysis to the ofilce of the 
Management Engineer. In so doing* the Navy has limited the Comp- 



^~nd 
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trollsr of the Nsv.y lan’iely to functions of fiscal historisnship 
in so far as self-generated analysis is concerned, and any attempts 
at analysis outsioe of the innuediste fiscal field must, of necessity, 
be dependant upon information provided by the Wanageaent Engineer, 
especially In the ares of rork messurement. 

Since the results of v.ork neasurement studies are so vital 
to successful sn?*lysis in controllership, and since the controll- 
ers analyses hold the keys to the direction, evaluation, distri- 
bution, and requirements of manncfter utilization, the functions 
of the nanagenent engineer should be under the direction of the 
controller. Tne Comotroller of the Navy, In com--.arison -Rith his 
Army colleague, is greatly bfspered in the e ercise of the ’’■watch- 
dog" phase of cnntrollershio. Tlie lack of this freedom aoes 
cause some intra- functional friction at the vorking levels of the 
Management Engineer and Comptroller offices. 

The controller function is designed to ering to nanagenent 
(and in the case of tne havy, to tiie Comnirndcr -who has the f.ll 
responsibility for effective and economical operation of the 
command) a cory-lete service function of information end analysis, 
of ''Otential problem areas, and the suhmisrion of action rec mraen- 
dations for consideration. The attainment of the designed function 
cannot be completely fulfilled vithout the immediate availability 
of the related staff services under one head rather than in two 
or more deoartrents. 
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IV. T ,r. C..'"TkCL]Ti T-1F 

As indicsted esrlier, the controller should not be j'iven the 
responsibilibj Tor the fomiulntion o<‘ olsnr. As s coordinstor in 
the preperRtion of the bndi^et, end as the sp;encv v<hich nhysicslly 
prepares the coordinated budeot, the controller is of course, in 
his proper element; but as the originator of any tyoe of olen, 
including the budpet, the controller must of necessity be elimin- 
ated. Nor should the final approval of any budpet or fin ncial 
olan which the controller might coordinate be loft ydth tne controller. 
Final aoproval should always be the undelegated function of higher 
authorit’i, either th^ prosidsnt of the corporation or the hoard of 
Directors; and in the case of tne Mrvy, the Secretary. 

in any organization desiring to establish a sound procedure 
of planning and control, a means must oe provided wherein a plan 
is worked out in simultaneous action by all interested agencies, 
to the end that the ideas of each agency may not be overloo’-^ed or 
ignored. In areas of conflicting ideas, inter-agency confer'='nce 
may then eliminate the differences. The coordinating agency should 
have no specifically assigned duties in connection with the execu- 
tion of the plan being formulated. To have such duties, would 
introduce a bias which could have unfortunate results. I’o resoon- 
sible operating executive should set h's- own standards of perfor- 
mance. 

The position of the cor-troll^r, relative to planning, can 
best be oresented by examination of nis position relative to 
operating executives, ne is detecned from active production 
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Tvithin 3ny orgsnlzation ■?iith the exception of production from his 
ov*n depertnient. He hes access to information as to the results of 
all segeraents of a business or organization, and the plans of 
operation. He is in a position to sit in objective judgement on 
the results of overall operations and to indicate needed changes 
in standards for individual departments. He should not be expected 
to set the standards vhich by his reviev. he has determined to be 
in need of revision, but he should alvays be available to act as 
an advisor in these cases. 

Every organization, v^hether military or business, has a large 
file of plans. These may be standing nlans, or one-time usage 
plans; expansion or mobilization olans; budg‘=>tary or other financial 
plans. It is part of the controllers function to integrate these 
plans and divide them into understandable segments against which 
measurement of performance might be accomplished, end. analysis of 
progress maintained. The controller is also in a position to es- 
tablish or question the validity of any ol an in relationship to 
all others. 

The approved plans set the goals, and the nethods and rates 
of their accomplishment. The controller keeps a running record 
of the progress and by integration of the variety of data avail- 
able to him keeps the head of his organization apprised of trie 
progress made, rie provides his management with the answers to 
"Vihere have we been?”, "How well h-ve we been doing'?", "Vihere 
are we now?", and "Vihen may we exnect to get there?". 

The controller maintains a service oi* complete factual infor- 
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nation relative to resources availaole end their rstc of consump- 
tion, as Titell as enalysis of the effect that these elements r.ill 
have on the attainment of the mission. 

lor these reasons, the controller should have continuous access 
to planning and progra'isiirig developnenis as they occur, if the con- 
troller is to be of Msterial assistance in the revision of standards 
and plans as required by chanffin;-' asnect of material anc3 financial 
resources, and if he is to continuously relate orogress arainst 
budpetary considerations. Should the c mt roller obtain a bias 
through active narticipation in the forroulat! on of pi- ns, it is 
easily and readily understood that resultant analysis could be 
unintentionally influenced to a serious de’^'ree. 

It is sometimes argued that detail id plans of operation are 
not common in business fields. The general philosophy of elficient 
planning for management is not nev. . It has been an accepted necess- 
ity in the field of military operations since the memory of man. 
Today it is an area of experimentation and exploration in business. 

Wuite a fev^ corporations of large sise have undertaken 
^ programs' designed to develope management plannin g end control 
to the point vhere it produces the basic pattern of cperation 
for the corporation, reouiring that programs of action be 
thought out in advance and controlled throughout, their history 
so th't they nay be ad.justed vhen unforseen circumstances 
arise. 

V<ith respect to the function of the controller relative to 
the coordinator of plans, analyst of progress, and tailor of 
financial resources to th» pattern of the plan, the title of 
controller is misleading. The controller does not control . 
uether he analyses, reports, and advis"c. The head of the firm 
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or the military cormander does the controlltn;;’. He does not make 
or carry out decisions of an oyerational nature, except in the 
sphere of financial operations over v.hich authority has been dele- 
gated to him, and then onl> to the ertent that the Treasurers 
duties do not overlap. The only oositive tvpe of control v.hich 
the controller exerts with relation to the operating segments of 
an organiyation is that force which guides the organixation without 
actively steering the course to its amrov®d objectives in accord- 
ance with its approved pi- ns. He never directs, but sees that the 
officer with the authority to act has the information in such 
form as to ma’-i-e plain the action which must be taken. 



-lb- 



HUI^ %A/ l.ilSOMUft fMj«I(l •4||l» y.««.>— y Jb 

f^nwvtriY Hir<^ «4 #m ^ 4 ^ t4i» 4ia» 1 *^ «4.i^44)Ar 
oijo- mK •« **V • 

. Ti Wlrukif t^ri|t4WW>^ 4^^ iHr^ ^ 

Iflp^fv f»«>#f in*# i"l »»»aiiiff5^2j 

4Jltm44^ l«Vn^ %t> igf f^0^* ^ »<l»Tt|4» 

^ /m* ^ -ar»i^mrr^n^ J»«i 

so*^ jj — iH iiia i »iti.4n stf #•• ^1 r»fMMiM «4 #n TMt||f(> 

•• HBtt iMf« 4AI •• «M» i4 «ig6 



V. TH^ C '’NTR-IJ *:R as yANAO«/r,NT AUDITOR AND }.‘.A?v’POV.D!t CZAR 



Thus fsr, the controller has been portrayed as an auditor of 
management, vvithout having defined a r.rnagenent audit. The tern 
".Vsnagenient Audit” has been defined as the evaluation of effective- 
ness of all administrative controls other than accounting controls 
and progress reporting, analysis of organisation and methods, and 
the developement of procedures. 

There are many arguments for the inclusion ol’ organization 
and methods analysis v/ithin the framework of controllors.hip, as 
has been done hy the Department of the Army, and nreviously refsr'- 
enced. Vihether or not these funct'ons are included vithin the 
franiework of control! er.shio seems to be of little irjr;ortsnc‘» so 
long as there is some provision made for the functions within the 
framework of the organization. Since few organizations are of 
sufficient si?e to separate these duties into other de-sartrents, 
they naturally fall into the cor:trollG''s province by I'sason of 
likeness of functions. 

Control of manpower ceilings is of great interest to the con- 
troller, particularly in the non-operating or adrairdstrative areas. 
It is in the field of indirect costs t-iat the controller must 
exert much influence toward; efliciency. It is for this reas„n 
that the controller is so often burdened with the responsibility 
of office m.anagership in smaller business organizations. 

Vanpower control not only contemplates the regulatior of 
ceilings and the prepara;ti.on of personnel reports and statistics, 
but it includes the field of work measurement reporting and evalua- 
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tion, and the integration of msnpov.'^r recuirements and controls 
viith budget estimates and financial plans. The determnstion of 
the nu!T.ber cf oecple reouired ocr Tork unit, v.nich is the essence 
of •R'ork measurement is but a prelude to the other half of the 
quantitative anal.’'Sis; the neasurer;ent of the number of dollars 
per person, or ite.’ ,'Vihich is cost accounting. 

Efficiency of operation contemplates the field of qualitative 
analysis and involves the fields of ’Aork simnlification ^’or the 
improvement of v.ork methods p®r oooraticn and the i’'”-rov<*e'=nt of 
productivity per man hour involved. As previous!' indicated, the 
field of qualitative anal.', sis could be made the responsibility 
of some other functionary/ so Iona as provision is made for its 
inclusion vatnin the organization. 
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VI. C 'INCLUSION 



I do not believe that there h^'s been any major revision in 
my concept of the breadth of controllership duties as a result of 
concentrated study of the subject thus far. r.ather, minor modifi- 
cation of tnoup/'it in various areas has developed. It is realized 
that my thinkin?' has ’'een associated >ith the problems of military 
controllership as exemolifiod by naval shore extahlis'nments, but 
the principles evaluated have their counternarts in the various 
fields of business, "or the most oart . 

tly concept of the controllers duties relative to bud^etax'y 
administration and control nave been exo'nded, and my concept of 
his resoonsibilities in the realm of ol anninp: have been greatly 
contracted, ,mt the presence of those "esponsibilities and duties 
v.ithin the field of ccntrollersnio x'emain solidly viith me. 
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